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CHAPTER 1
INTRODUCTION
1.1 INTRODUCTION
In the fields of architecture and civil engineering, construction is a process
that consists of the building or assembling of infrastructure.  Far from being a single
activity, large scale construction is a feat of multitasking.  Normally the job is
managed by the project manager and supervised by the construction manager, design
engineer, construction engineer or project architect.  Efficiency in management is
needed to gain a higher level in competitiveness.
Project Management Consultancy (PMC) is one of the management solutions
to improve the efficiency of a project in construction.  The use of these services has
been increased construction industry around the world. Even though the practice of
using PMC services is new in Malaysia, more widely applied only after Malaysia
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had successfully completed the PETRONAS Twin Tower Project and the KL
International Airport (KLIA Project), there are more than 100 private companies of
various sizes and track records registered under the Treasury that have procured
Project Management Consultancy (PMC) services since 1999 (Dzulkarnaen, 2005).
The question is whether the services provided by PMC is adequate in
ensuring that projects are completed accordingly within the budget or cheaper, are of
high quality and meet the client needs. Hence, this study was carried out to
investigate the services that are currently and should be provided by Project
Management Consultants (PMC) in the Malaysian construction industry as well as
to measure the level of satisfaction which is the effectiveness of the services
provided by Project Management Consultant in the construction industry.
1.2 BACKGROUND OF PROBLEM
Most individual companies and organizations, which require the Project
Management Consultancy services, do not have enough resources and expertise to
carry the role of PMC. By considering these factors, the government of Malaysia
under the Ministry of Finance had entrusted the Project Management Consultant
(PMC) to manage government projects with the intention that these projects are
completed efficiently on time, within budget and of the specified quality.
However, the government’s good intention to obtain services provided by
Project Management Consultants has recently raised several issues and problem that
are discussed by the public and government. From the issues of computer labs and
16 “sick” schools and five community colleges with structural defects, the closing of
Sultan Ismail Hospital in Johor Bharu due to fungal outbreak caused by faulty air-
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conditioning and the latest issue where the key Middle Ring Road in Kuala Lumpur
had to be closed after cracks were found (Dzulkarnaen Ismail, 2005).
The Board of Bintulu Port should act against a consultant for changes made
to construction plans which caused delays in completing its one-stop administration
centre, said the 2005 Auditor-General’s report. It said the delays should also not
have occurred if the contractor for the job had the financial capability to manage the
project. An audit checked showed that the contractor had cash flow and labor
problems. The report said as of October 2005, 61 directives for changes to be made
to the building which raised the cost by RM4.85mil (THE STAR, 2006).
Vice President of Persatuan Kontraktor Melayu Malaysia (PKMM), Datuk
Muhammad Muhiyudin said that the overload works and projects given to the
consultants and contractors also bring delays to certain projects (BERNAMA. 2001)
According to Andrew A.L Tan (2004), a project without Project
Management Consultancy (PMC) is like “a ship without captain”. In the absence of
“watch dog” the design consultants will submit mediocre and interior and non-
functional designs and drawings resulting in difficulty in construction leading to
project delays and extra cost and poor aesthetic. Without PMC to vet and comment
on their designs, mistakes go unchecked and the client is short changed. There is no
strategic, effective and efficient and knowledgeable project leader to set and monitor
and control high standards in design parameters and construction. The net result is
chaos and non-performance of the project team and surely, the project will suffer
massive project delay, time and cost overrun and poor quality in design and
construction and is sure recipe for project failure. Yet appointing the wrong guys
for the job is sure recipe for the project failure.
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1.3 PROBLEM STATEMENT
The service of Project Management Consultancy (PMC) was no longer been
used by the government after some issues such as the failure of Highland Tower.
According Andrew A.L Tan, corporate leader, project director and PMCs is the key
responsible for project success or failures. This means that, if a certain project is fail
or success, it was not because of PMC alone. Some of the issues that been talked
about the services of consultant firms are the delays that seldom happens and over-
budget situations.
This is one of the reason that the government did not use the services that
been provided by PMCs. The question here is, are the services by PMCs seriously
not sufficient enough as been told by the Media? This has influenced the
Government decision to stop the services of PMCs firms. Hence, this negative
perspective can be stopped if they (media, clients and government) understand the
responsibility, scope of work and understand what the roles of PMCs really are.
Therefore, it is important to define what exactly is PMC, the importance of
PMCs services  and what are the services that they provide, so that their scope of
work are clear in order to avoid misunderstanding on their services on future and to
change the fact that the failure of a project is not fully the PMCs fault.
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1.4 OBJECTIVES OF STUDY
The objectives of this study are as follows:
i) To study what is Project Management Consultancy (PMC)
ii) To identify what are the roles and responsibilities of PMC
iii) To identify the effectiveness of PMC Services
1.5 SCOPE OF STUDY
This study was carried out based on the literature review, and data collected
by the given questionnaires to certain consultants and construction company that has
been selected. The study is limited to Project Management of construction and
infrastructure project undertaken by Project Management Consultant in Bintulu,
Sarawak.
1.6 METHODOLOGY
The methodology that been used in this study are Literature review, and data
collection by giving questionnaires. Literature review studies were important to
determine what exactly Project Management Consultancy (PMC) is. The
questionnaires study is to identify what are the services that been provided by PMCs
and also to determine the effectiveness of using PMC services, which will results the
importance of the PMCs service.
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Figure 1.0 below shows the methodology that been used in this study.  The
chart shows the process from beginning of this project until the project is finished.
This project starts with literature review and ends with conclusion and
recommendation.
Scope of this study includes these following procedures:
i) Literature review of the journals, articles and reference books.
ii) Interview with person in charge at any chosen consultancy companies and
with any contractors.
iii) Data collection includes questionnaires and observation to the respondents in
Bintulu.
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Figure 1.0: Flowchart of Methodology
Literature Review
Select
Appropriate Title
Identify Problems
Establish Scope of Research
Collect Data
Primary and Secondary
Data
Journals, Articles, Reference
Books, Interview
Industrial Visit
Interview, Questionnaire,
Observation
Analyze Data
Conclusion  and
Recommendation
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1.8 SIGNIFICANCE OF STUDY
The consultant groups were set up in the 1990s to help the government
manage infrastructure projects. These consultancies were formed after the Works
Ministry's Public Works Department was deemed to have too few engineers and
inadequate expertise to handle so many diverse projects at the same time. Most are
run by Bumiputra Consultant Firms and with the termination of the Project
Management Consultancy (PMC) system, many of these firms may have to close
down.  As a result, many professionals and the university graduates in this field will
have fewer opportunities in finding a job. (Dzulkarnaen, 1990)
Even though the problem has been caused by the several parties and factors,
the credibility of PMC’s need to be realigned. Hopefully that after this study has
been carried out, it could provide necessary information and knowledge for the
parties interested in using services of Project Management Consultancy (PMC) and
also can help the consultants to provide better service to the clients to clear all the
misunderstanding and to know the reasons of the negative perspective since the
crisis among PMC and Ministry of Finance that happens in early millennium.
Hence, the PMC can improve themselves especially in their skill and experienced
whenever they handling a project.
1.8 EXPECTED OUTCOME
After doing this study, it was expected that all the objectives of the study can
be achieved which is the definition of the Project Management Consultancy (PMC)
can be defined. Besides that, at the end of this study, the importance of these
services can be determined by determining the effectiveness of PMCs Firms.
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Hopefully that their scopes of work are clear in order to avoid misunderstanding on
their services on future and to change the fact that the failure of a project is not fully
the Project Management Consultancy (PMC) faults. Besides that, hopefully this
study can help the consultants themselves to improve their services by knowing their
roles and responsibilities.
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CHAPTER 2
LITERATURE REVIEW
2.1 INTRODUCTION
Project Management Consultancy (PMC) is one of the management solutions
to improve the efficiency of a project in construction.  The use of these services has
been increased construction industry around the world.  Many companies have
invested a lot of effort into training project managers to employ this approach. Some
have achieved a more efficient way of completing projects; others have not been
able to integrate project management into a project to successful level.  Some
organizations had to use the capability of others who offer the Project Management
Consultancy (PMC) services in order to accomplish their goals and objectives.
This chapter presents the background Project Management Consultants by
defining the meaning of consultant in order to clarify any misunderstanding the
services provided by the PMCs.  The discussion also recovered the responsibilities
of PMC and some issues that evolve PMCs.
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2.2 Definition of Project
A project is a finite endeavor (having specific start and completion dates)
undertaken to create a unique product or service which brings about beneficial
change or added value.  This finite characteristic of projects stands in sharp contrast
to processes, or operations, which are permanent or semi-permanent functional work
to repetitively produce the same product or service.  In practice, the management of
these two systems is often found to be quite different, and as such requires the
development of distinct technical skills and the adoption of separate management
(Wikipedia,2009)
According to James and Albert, 1994, a project can be defined as an item of
work that required planning, organizing and dedicating resources and expenditure
funds, in order to produce a concept, a product or a plant.
On the other hand, Dhillon (2002) define project as a plan of work or
assignment, which is also referred as a task or a job.  Harold (2003) also defined
project as any series of activities and task that have a specific objective to be
completed within certain specification, have defined start and end dates, have
funding limits, consume human and non-human resources and are multifunctional.
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2.3 Definition of Project Management
Dhillon, (2002) defines project management as the art of directing and
coordinating material and human resource by throughout the project life span by
utilizing various management methods and techniques to achieve effectively
predetermined goal of scope, quality, time, cost and participation satisfaction.
Project Management also defined as the systematic application of
management and construction expertise-through planning,design and construction
processes-for the purpose of controlling the time, cost and quality of design and
construction. Although the success of a project is influenced by a variety of factors,
in practically all cases, successful project management will improved project quality
while helping to maintain project budget and scope (Kuprenas,et al, 1999).
Project Management is defined as the process by which  the appointed
Project Management Consultancy (PMC) or Project Manager such as plan, organize,
schedule, implement, manage, monitor, control, track, solve problems, make
decisions, lead, inspire and motivate the entire project consortium team involve in a
project that consume resources (time, people, space, money, computers,
machineries, plants, landscaping, materials, internet, knowledge-based experts, etc)
in order to achieve set and stipulated project objectives and deliverables usually in
terms of but not limited to primary triple objectives of time, cost and quality and
secondary objectives of promoting shareholders, stakeholders and company’s
interest and tertiary objectives of excellence in all aspects of design, finance and
construction while enhancing the aesthetic of the built environment and taking care
of client’s interests in terms of functional and financial definitions, end-users well
being and social and moral obligations to society, community, nation-building and
the world (Andrew A.L Tan, 2004).
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2.4 Definition of Project Management Consultancy
There is no specific definition of project consultant. Most definition
described management consultant by their roles and responsibility and services that
they provide using tools and skills they have in delivering a task assigned by the
client or the owner of the project (Dzulkarnaen, 2005).
There is some confusion with the terms to describe the word consultant.
Some of the contractors do some consulting, and some of the consultant also acts as
contractors. This happens because the roles and responsibilities of consultants is
very wide and depends on their skills and experiences.
Consultation is happening if the clients seek expert knowledge or some
opinions on some engineering problems or anything that involves engineering
matters.  Consultation maybe brief or extended which some involve only few hours
of time, with the clients sitting across the desk of the consultant. Other consultation
may require traveling, some period a substantial portion of a consultant’s time over a
period of several months, and repeated presentations and discussions with the client
(Maxwell, 1982).
Foxhall (1976) has a clearer definition of both construction consultant and
construction manager. Construction manager is a firm that applies knowledge of
construction techniques, conditions and costs to the three phases of decision, design
and 14 delivery of a project.  First, as a construction consultant he clarifies the time
and cost consequences of decision and design options as they occur. Second, as a
construction manager he enters, still as a professional, into construction scheduling,
repurchasing of critical materials, advising on the method of obtaining contractors
and awarding contracts, and coordination and direction of all construction activities,
including those of the producers of systems and sub-systems.
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The service provided to business, public or other undertakings by an
independent and qualified person or persons in identifying and investigating
problems concerned with policy, organization, procedures and methods,
recommending appropriate action and helping to implement those recommendation
Management consulting is an advisory service contracted for and provided to
organizations by specially trained and qualified persons who assist, in an objective
and independent manner the client organization to identify problems, analyze such
problems, and recommend solutions to these problems and help, when requested, in
the implementation of solutions.  (L Greiner and R Metzger, 1983)
2.5 Roles and Responsibilities of Project Management Consultancy
A project comprises a complex and complicated host of activities with
specific objectives.  Therefore the role of the Project manager as the Project Leader
is often complex as well (Andrew, 1996).  The roles and duties of a project manager
according to CIOB (2002) will vary depending on the client’s expertise and
requirements, the nature of the project, the timing of the appointment and similar
factors.  This is similar to Philip’s (2000) view which state that the Project
manager’s role and scope of duties can be structured to suit the individual needs of a
particular client.
PMCs/PMs have different roles or scope of works and services depending on
whom they represent, but the principles and fundamentals of project management as
enshrined in the Project Manual Body of Knowledge manual area applicable to each
of the three category: (Andrew A.L Tan2004)
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1) PMCs representing the Clients (public/government) and private sectors
(developers, investors, landowners)
2) PMCs representing the Designers (architects, engineer ,etc)
3) PMCs representing ht Contractor (traditional, turnkey, design and build)
The “Institution of Project Management-Malaysian Chapters” has simplified six
roles and responsibilities of Project Consultant, which are:
 Handling the project by analyzing the goal and works that will be done
 Handling all the people involve with the project
 Ensure that all the information is enough to make the project flow consistent
by handling the connection with all the parties that involve with the project.
 Deal with the time according to plan.
 Survey the quality to ensure the work is satisfying
 Manage the cost of the project, hence the project will be done at the
minimum cost which is according to the amount of money that been
provided by the clients.
Project Management Consultancy (PMC) that been selected is basically to
produce a product by considering the technical specification, cost and timetable by
using the existing organization sources. PMC also responsible in making decision to
ensure all the objectives of the project has been reached.
Andrew (1996) added that in the building and construction sector, the project
manager plays various roles which cover aspects such as planning, leading,
organizing, guiding, coordinating, complementing, supplementing, controlling,
supervising, motivating, inspiring, monitoring the activities of the entire project
consortium team of consultant and contractors.  The objective is of course to achieve
set and stipulated corporate visions, policies, goals and project objectives.
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Edwin (1984) in his research which investigated the use of project
management for four public sector clients found that the project manager’s role was
seen as that of a liaison officer interfacing between the client and the rest of the
contributors to the project with the primary role to ensure that the project was
systematically planned and built within agreed cost, programmed time and specified
quality standards.
Whatever the project manager’s specific duties in relation to the various
stages of project are, there is the continuous duty of exercising control of project
time, cost and performance (CIOB, 2002).
Figure 1 is an illustration produced by CIOB (1988) which demonstrates in
general terms the pivotal role of project management in representing the clients in
his relationship with the design and construction organizations.
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Figure 2.0: Role of Project Management in representing the client
The role of Project Management Consultancy (PMC) is to achieve corporate
goals and project objectives. His primary role is to lead, guide, coordinate and
synchronize the professional inputs from various specialist consultants. It is also
includes monitoring, controlling, solving problems, conflicts management and
making decisions. His role is multi-disciplinary and his responsibility is to
synthesize and integrate all the aspects of a project into a cohesive whole.
The PM role is to lead, guide, steer, inspire, and motivate his entire project
team and to marshal all necessary resources to implement and manage tasks and
activities in order to achieve milestones and project deliverables, usually in terms of
time cost and quality in order to ensure project success, avoid or reduce project
failure altogether (Andrew A.L Tan, 2004).
